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TIP: 


Conduct a survey of the 
informal practices that 
already exist in your 
workplace. 


Introduction 


To combat the escalation of costs associated with injuries or 

disabilities in the workplace, many employers develop 

modified work programs. Objectives of these programs are to: 

e bring injured workers back into the workforce quickly, 
safely and successfully; 

© control accident costs; and 

e use human resources more effectively. 

A modified work program should be incorporated into a 
company’s occupational health and safety program and 
reflect corporate values and human resources philosophy. 

This guide was created to assist employers in developing 
and implementing modified work programs. Each business is 
unique and there is no single model to address every need. 
The Workers’ Compensation Board will help you plan, 
develop and implement your modified work program. 


What is Modified Work? 


Modified work is any job or combination of tasks that a 
worker, who suffers from a disability, may perform ona 
temporary or permanent basis without risk of re-injury to 
him or herself or risk to others. This work may consist of 
regular tasks from the pre-injury job that have been changed, 
redesigned or physically modified. It could also be a special 
job designed and designated for a worker participating in a 
modified work program. 
Characteristics of modified work include: 
¢ possible reductions in time or volume of work performed; 
e the work must be productive and the results must have 
value to the organization; and 
¢ the work may be arranged as either temporary or 
permanent. 


What is a Modified Work Program? 


A modified work program is a strategy which gives structure 
and organization to the activity of returning injured workers 
to the workplace as soon as possible following a work-related 


TIP: 


Use the program to reduce 
the risk of re-injury 

and provide it as an 
employee benefit. 


accident or disease. It is a company-wide plan that recognizes 
the employer’s responsibility for and participation in the 
effective rehabilitation of employees. 

Co-operation and interaction among management, labour, 
health care professionals and the Workers’ Compensation 
Board at an early stage in the rehabilitation process are the 
key components of successful modified work programs. 


Why Participate in a Modified 
Work Program? 


Employer Benefits 


By participating in modified work programs employers will: 
¢ assist in an injured worker’s rehabilitation process; 

retain skilled workers; 

maintain productivity; 

reduce accident costs; 

reduce unnecessary lost time; 

reduce cost of hiring and training replacement workers; 
maintain good will and employee relations; and 

assist in meeting legal requirements. 


Worker Benefits 


By participating in modified work programs injured workers 

will: 

e enhance their rehabilitation; 

e reduce any sense of estrangement or isolation they might 
have felt if they remained at home until capable of 
returning to unrestricted activities; 

e maintain contact with coworkers and friends; 

¢ minimize loss of physical fitness; 

® provide gradual readaptation to the physical demands of 
the workplace; and 

e maintain their dignity and self-respect by remaining 
productive. 


Meeting Legal Obligations 


Changes to the Workers’ Compensation Act place an 
obligation on many employers to reinstate injured workers in 
the jobs they performed prior to being injured, or in another 
job the worker is capable of performing, once he or she is 
able to return to work. This obligation lasts for two years from 
the date of the injury. The obligations to reinstate injured 
workers are discussed in the WCB brochure A Guide to 
Re-employment, Employment Benefits and Vocational 
Rehabilitation Under Bill 162. The introduction, develop- 
ment and implementation of a modified work program is a 
proven successful process and will assist employers in meeting 
the reinstatement obligation. 


Modified Work Program 
Components 


While there is no single model, successful modified work 
programs incorporate the following elements: 


Partnership 


Cooperation among the following key players in developing 
and implementing a modified work program is essential: 

e management; 

e labour; 

° the treating physician; and 

e the Workers’ Compensation Board. 


Management Commitment 


Support of senior management and communication of this 
commitment to all employees is vital. Demonstration of | 
sincere, ongoing commitment leads to support of the program 
by supervisors, employees and their program representatives. 
When all the key players work together, the objectives of a 
modified work program can be achieved. 


TIP: 


Establish a good 
relationship with the 
treating physician; ask 
only for information 
relevant to medical 
restrictions that should 
be accommodated. 


Contact Between Employer and Injured Worker 


An essential ingredient of any modified work program is 
regular contact between the worker and employer during the 
worker's recovery period. This contact: 

e helps maintain the worker’s identity as an employee; and 

¢ keeps the company up-to-date on the worker’s progress. 

Regular contact shows concern for the employee's well- 
being and helps employers understand the injured worker’s 
needs — both in terms of health care and of getting back to 
work. Generally, contact with an injured worker should be 
handled by the worker’s supervisor as soon as possible after 
the worker has lost time from work. The supervisor and 
injured worker should meet on a regular basis, for example, 
after the worker’s medical appointments. 

At these meetings, the supervisor and worker should: 

° review the injured worker’s progress; and 
e discuss what modifications might help him or her return 
to work. 

The Board’s vocational rehabilitation caseworker may also 
attend these meetings. The vocational rehabilitation caseworker 
manages and monitors an injured worker’s rehabilitation and 
ensures access to any services that may facilitate the process. 
With input from the injured worker, employer and treating 
physician the vocational rehabilitation caseworker develops a 
formal back-to-work plan which contains specific goals and 
timeframes. 


Involvement of the Treating Physician 


The treating physician is an important link between the 

worker, the employer and the Workers’ Compensation 

Board. Make sure the treating physician knows that: 

e modified work is available for his or her patient; and 

e the company will comply with any medical restrictions or 
suggestions to ensure the worker's safe return to work. 
Doctors do not, for reasons of confidentiality, provide 

medical information about the injured worker, such as 

diagnosis or treatment. They can provide recommendations 

about restrictions on the activities the injured worker is able 

to perform and how long such restrictions are likely to last. 


TIP: 


Many studies have 
revealed that supervisor 
attitudes and actions 
are critical factors in 
program success. 


Communicating with the Treating Physician 


Methods of ensuring communications with the treating 

physician include: 

e Some large firms have in-house occupational health 

services. Occupational health staff include discussions 

with treating practitioners as part of their day-to-day 

activities. Dialogue becomes part of ongoing medical 

management; 

Medium and even small firms sometimes have access to 

medical or occupational nursing services on a fee-for- 

service basis. Medical followup is usually part of the 

service provided; and/or 

Use of a standard form that can be mailed or delivered to 

the doctor by the worker is another way to communicate 

with the treating physician. This form serves several 

purposes, it: 

e indicates that modified work is provided by the 
company; 

® requests specific restriction and duration guidelines; 

¢ communicates an individual return-to-work plan with 
physical task descriptions and suggested timeframes; and 

e should allow the doctor to comment on the 
appropriateness of the modified work offered. 


Education Programs 


Company-wide education ensures that: 

e all staff understand what modified work programs are and 
how they work; 

e staff see how modified work programs can benefit the 
worker, the employer, and the company; 

® senior management is made aware of economic and 
employee benefits associated with these programs; and 

¢ supervisors are provided with the skills and knowledge 
necessary to effectively manage individual programs. 


Developing a Modified Work 
Program 


A modified work program should incorporate several specific 
areas of activity, such as: 


identifying Suitable Work 


This involves matching the demands of a job to the abilities 
of the worker. Three common types of work are usually 
considered. 

These are: 

e Pre-injury job involves work that is the most familiar to 
your employee. Normally this provides both appropriate 
income and job satisfaction. It may be necessary to modify 
the job on a temporary or permanent basis to 
accommodate the worker’s physical restrictions; 
Alternative jobs are comparable jobs which involve work 
that is approximately the same standing within the 
company. Carefully review the worker’s previous job 
history to identify transferable skills and experience. 
Alternative or comparable jobs are considered when it isn’t 
possible to modify pre-accident work to accommodate the 
injured worker’s needs; and 

Other suitable jobs are within the capacity of the worker 
and pose no health or safety risks to him or her. Such jobs 
may, however, be quite different from the pre-accident job. 


Program Monitoring 


The injured worker should be monitored closely during the 
program. Any difficulties he or she has should be reported 
and evaluated. Monitoring a worker’s progress can be done in 
two ways: 

e by the supervisor; or 

e by the supervisor and the worker. 


TIP: 


Firms with successful 
modified work programs 
begin communicating 
with the injured worker 
immediately and take a 
supportive rather than 
a “policing” approach. 


The following factors should be considered when 
monitoring an injured worker’s participation in a modified 
work program: 

e attendance; 

© productivity; 

° accuracy; 

e problems with particular tasks; 
e ability to increase speed; and 

e ability to improve efficiency. 


Workplace Modifications 


When modifications to the workplace or the job are required 
to accommodate a worker, it may be necessary to get advice 
from an industrial engineer or ergonomist on what should be 
done and how to do it. Safety supervisors and production 
managers should also be consulted to ensure safety factors 
and production needs are taken into consideration. 

Remember, the Board’s vocational rehabilitation caseworker’s 
job is to help injured workers recover and return to the 
workforce. He or she can help identify experts if they are 
needed to assist with an injured worker’s rehabilitation 
program. 


Training 


In some cases the return to pre-accident work is not possible. 
In these instances training for other suitable work should be 
considered. The injured worker, while unable to perform his 
or her old job, may have skills and abilities to qualify, with 
minimal training, for other work within the company. 

In small companies the employer knows exactly what type 
of work is available and what jobs may be adapted to suit an 
injured worker after some retraining. 

In large companies planning may be required to ensure that 
recruitment staff are aware of injured workers’ skills and 
abilities, and that they consider injured workers equally 
when hiring. In some corporations it is company policy to 
carefully consider all injured workers before anyone is hired 
externally. 


By developing a formal accommodation and retraining 
program employers can ensure that the needs of injured 
workers are met. By following these procedures employers 
will be better able to meet the re-employment requirements 
of the Workers’ Compensation Act. 


Workers’ Compensation Board Resources 


The Workers’ Compensation Board is committed to helping 
injured workers recover and return to the workplace safely 
and quickly. To achieve this goal, the Board provides the 
services of specialists, including: 
e modified work program specialists; 
e worksite analysts; 
¢ job opportunity consultants; and 
e placement advisors. 

The vocational rehabilitation caseworker co-ordinates 
the services of all of these specialists. 

The vocational rehabilitation process is discussed in greater 
detail in the Workers’ Compensation Board publication 
Vocational Rehabilitation Handbook. 


For More Information 


More information about developing a vocational rehabilitation 
program for an injured worker or designing a modified work 
program to assist injured workers return to your workplace 
can be obtained by contacting the Workers’ Compensation 
Board integrated service unit or regional office that serves you. 

If you require further information, please contact the 
modified work program specialist in your local Integrated 
Service Unit. 


Workers’ Compensation Board Offices 


Head Office 

2 Bioor Street East 
Toronto, Ontario 
Mav 3C3 


General Inquiry 
(416) 927-9555 


1-800-387-0750 
1-800-387-5595 
1-800-387-5540 


Telephone Device 
for the Deaf (TDD) 
1-800-387-0050 


Toronto Claims 
Information Centre 
1382 St. Clair Avenue West 
Toronto, Ontario 

MGE 1C6 

(416) 965-8864 


integrated 
Service Units 


Central Ontario East 
(416) 927-9227 
1-800-263-8877 


Central Ontario West 
(416) 927-1840 
1-800-387-0025 


Central Ontario South 
(416) 927-9537 
1-800-387-0068 


Central Ontario 
Construction 
(416) 927-9538 
1-800-387-0080 


Toronto North 
(416) 927-9270 
1-800-387-8607 


Toronto South 
(416) 927-9539 
1-800-387-0064 


Toronto East 
(416) 927-8533 
1-800-387-0066 


Toronto West 
(416) 927-1090 
1-800-387-0062 


Complex Case Unit 
(Injuries) 

(416) 927-3774 
1-800-465-9646 


Complex Case Unit 
(Diseases) 

(416) 927-3774 
1-800-465-9646 


Regional Offices 


Hamilton (North and 
South) 

120 King Street West 
Hamilton, Ontario 

L8P 4V2 

(416) 523-1800 
1-800-263-8488 


Ottawa (East and West) 
360 Albert Street 

Suite 200 

Ottawa, Ontario 

K1R 7X7 

(613) 238-7851 
1-800-267-9601 


Thunder Bay 

P.O. Box 7000 

410 Memorial Avenue 
Thunder Bay, Ontario 
P7C 582 

(807) 343-1710 
1-800-465-3934 


London 

148 Fullarton Street 
London, Ontario 
NOA 5P3 

(519) 663-2331 
1-800-265-4752 


Sudbury 

30 Cedar Street 
Sudbury, Ontario 
P3E 1A4 

(705) 675-9301 
1-800-461-3350 


Windsor 

235 Eugenie Street West 
Windsor, Ontario 

N8X 2X7 

(519) 966-0660 
1-800-265-7380 


Area Offices 


Kingston 

234 Concession Street 
Suite 304 

Kingston, Ontario 
K7K 6W6 

(613) 544-9682 


North Bay 

128 McIntyre Street West 
North Bay, Ontario 

P1B 2Y6 

(705) 472-5200 


St. Catharines 

Lake -Carlton Plaza 
161 Carlton Street 
Suite 201 

St. Catharines, Ontario 
L2R 1R5 

(416) 687-8622 


Kitchener/Waterloo 
151 Frederick Street 
Kitchener, Ontario 
N2H 2M2 

(519) 576-4130 


Sault Ste. Marie 

369 Queen Street East 
Suite 101 

Sault Ste. Marie, Ontario 
POA 124 

(705) 942-3002 


Timmins 
Hollinger Court 
100 Waterloo Road 
Timmins, Ontario 
P4N 4X5 

(705) 267-6427 


Workers’ 
Compensation 
Board 


Commission 
des accidents 
du travail 
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